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PROPOSED CRGAIIZATIONAL RISALIGNIIENT OF ORE

31 August 19)9

1. TiB A reflects the recommended red ignment of CRE as a whole, TAB B
11lustrates the recommended modifications of the Hegional Branch structure,

2, ORD organizational recommendations are based upon the following cone
siderations:

a., that (REZ is required to preduce intellirence in the following
categories:

(1) hieh levsl national intelligence estimates,

(2) analytical intelligence and other intelligence research
studies required for national intelligence estimates, not other=
wise available through the departmental intelligence effart.

(3) operational intelligence in support of CIA field operations,

(4) intelligence inm fields of common concern which can be
performed most efficiently as a central effort,

b, that the above stated categories of production can be separated
in relation to:

(1) the reporting, reviewing and analytical part of the
intelligence process,

(2) the synihesizing and estinmating part of the intelligence
Procass,

c. that required orpaiszational prealigrment to meet the referenced
NSC«50 objectives and the ORE mission should result in adjustments of
ORE's present organization both at the ORE level; and at the production
levels within CilE, In this respecs, the following principles have
governed ORI prosent recommendabions:

{1) at tihe ORE level continuous plamring, programming, review,
and coordination of the production effort is required to insure
directicn of effort in accord with ORE!s production mission, to
eliminate conflicting claims on Zimited czpabilities and to maintain
a proper balance batween the two categories of production in the
tobal intelligence process,
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(2) at the production level within ORE, the different parts
of the intelligzence process require separation, organizationally, in
order to eliminate competition between the production of hiph level
estimates on the one hand, and lower Jevel analytical and research
production, on the other, in terms of available manpover,

d. that the separation of ORE's producing components into an "Estimates
Division" apd a "Research and Reports Division" is ill-advised for the
following reasonss

(1) such decentralization of the intelligence processes would
necessarily result in: loss of efficisncy; a potential, if not actual,
danger of duplication of effort within ORE; and a vastly increased
problem of both substantive and production coordination, not only
within ORE, but externally as wells

(2) each division would require regiongl and functional sub-
divisions, which factor would develop substantial problems concerning
the {low, roubing and priorities of access to, and competition for,
source maherial,

3, The foreguing considerations resulted in the following specific ore
ganizational recomrendations as reflected in the charts under TAB A and TAB B.

a, that there should be ectablished, wthin each regional branch,
ssparate facilities for the productlon of high level national intelligence
estimates, analytical, and research intellizence studies, thereby cen-
tralizing substantive and production controls under each branch chief,
and providing an allocation of mampower for each category of production,
The following comments are indiuded to clarify the chart under TAD B,

(1) The Estimates Staff will produce national intelligence
estimates exclusively in accordance with TCI 3/1 procedures and
w1l have sufficient manpover to insure an adequate production
effort in this category,.

(2) The Analytical Divisions will retain their present geo=-
grephic responsibilities, and will systematically examine, identify
and analyze the significance of emergent trends within their areas
of responsibility in order to furnish the Istimates Stafi processed
in::elligence data for use in the production of national intelligence
ectimates,

(3) The Regicnal Research Division will support the Analytical
Division and the branch Estimates Stalf on a branch-wide basis, It
will also conduct research in fislds of common concern which are
appropriate to regional, as distinguished fram purely functional
treatment,

SECRET
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b, that there should be astablished an Bstimates Pm duction Board
(EPB) under chairmanship of the AD/ORE, in lieu of the present Intelligence
Production Board (IPB), In addition to the present IPB functions, the
EPB would be responsible for participating in the final review of national
jimellizence estimates prior to IAC coordination, and to advise the AD/ORE
on the adoption of proposed intellipgence production programs and sgpecific
projects for recomended or requosted estimates, to insure that priorities
are given at all times to produciion of high level estimatese

c. that there should be ectablished a Central Research Group con-
sisting initially of the lap Branch, the Nationdl Intelligence Survey Branch
(Basic Intellirence Croup, redesipnated) and the Cencral Branch (formerly
the Cereral Division, Plans and Policy Staff). At such time as it is
determined to conduct intolligence research in fields of common concern
not appropriate to the regional research divisions, additional facilities
for this purpose may be added to the Central. Nesearch CGroup.

L, In addition to the forcgoing, the folloving organizationai changes
Leen provided for on the chart under TAB A and are recommended:

a, that an Operations Group be astablished under the Office of
the Assistant Director to conduch adminictrative serviees and provide
operational support to the producing components including such facilities
as requirements and liaison.

b, that the present Cwrrent and Staff Intelligence Croups be
merged into a single Publications Group under the BZPB, to provide for
the coordination, editing and publication of finished intelligence.

ce that the Transportation Group be reconstituted as a Division
of the Economics Branch,

SECRET
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DEPARTHENT OF STATE o i+
REPORT OF THE "
STEIRING CO ITT % OF
REORGAIILZATTON TASK FORCE /2

[Exerpt from above report, paragraph III, B, (b), page 15./
(b) Submission of Intellipence fstimates to the Top Command

As part of its recommendation for the reorguni-ation and reorisntation
of the intellizence effort, the Hoover Commission Heport stated that the
intelligence unit "should be a device by which the Seeretary and Under
Secretary can obtain expert evaluations and check on information coming from
the action mits," The Steering Committee has given a great deal of siten~
tion to this problem, It has conciudsd that R should supply intelligence
estimates to the Secretary, Under Secretary and Policy Planning Staff
without review by other offices when so requested., In suzh cases interested
offices would be provided with copies of such documents for post-audit,

In all other cases, intelligence papers produced in R for the %Lop conrmand
should be reviswed by the @propriate regional or Functional Office prior

to submission. In the event of disagreement, the reviewing area should

be iven an opportunity to append its dissent. The Steering Commivtee
believes that this procednre protects the ability of the resesrch and
inteilirence organization to produce independent cstlimataes. At the sane vime 3
scuad relstionship between the research-intelligence organizaticn and -

other parts of the Nepartment can be maintained,

(¢) Dissemination Outside the lepartment of iInbteliligence Nepcsis and
mstimates

The Steering Committee hig, after thorough consideration; concluded
that in order that the Department may speak ab all times with 2 consisbent
voice in its relationships with other a encies, the research and intelli-
genes aports and estimates must be reviewed by ths uppropriate action
office before they are distributed to other agencies. The Committes
believes that the review procedure it has recommended gives R the uppor-
tunity to express its independent judgement In such reporbts and estimutes,
and does not preciuds the Department from fulfilling its responsibilities
to the Hational Seeurity Council and ths Central Intelligznee Agsncye
{(There follows o dissent by lir, Howe to this conclusion.)

Dissent by lir. Howe

Mr. Howe dissents from the conclusion and recommendation requiring
revisw of all estimates poing outside the Department. according tc this
Trosedure the research-intelligence organization would find itself in a
dilenma vherein, as the Steering Cormittee indicates, it must join
with the rest of the Department in speaking with a consistent volce outside

wie
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the Department and yet, by directive of the Hational Security Council

in establishing coordination for the intelligence agencies, it is obligated
to produce estimates based on intelligence factors which therefore might
not be consistent with existing policy, including departmental policy.
These coordinated national estimates are for the use of the several
Departments and for the National Security Council, Mr, Howe believes

that R would prefer and expsct its cntributions generally to reflect

the views of and the information available in, the action offices, and

it would endeavor, as it has in the past, to achieve this end, Never-
thelass, he believes this should not be made mandatory because the other
intelligence agencies, finding the Department's intelligence organization
estopped from submitting estimates independent of existing policy considera~
tions, wuld tend to replace the Department's contribution by their own,
thus destroying the foundation for coordinated national estimates. Such

a situation wuld not be iIn the best interests of the Department and
further would tend to encourage the development of campetitive intelli-
gence production concerned with foreign policy with which the Department
would have to deal,

lir, Howe recommends therefore thafy, R be responsible for cbtaining

the advice of the gpropriate action office before dissemination outside
the mmnto
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